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CHAPTER I 
INTROQUS TION 


AG mo time in the history of the United Gtates Navy 
has greater recognition been given to the need for effeotive 
personne] administration than at the present. For many 
yeara the Navy has sponsored research programs for tie de- 
velopment of superior weapons, It has alsaw aponsored the 
training of specialiets in those technical fieldsa which pro- 
duce lts equipment. This sponsorship ultimately contri buted 
to the construction of the most powerful naval foree of all 
time. To-day, the Savy is esweking to parallel in the flelé 
oF husan relationa the seme decree of excallenoe that it has 
attained in sleetronies, in ordnanes, and in neval aviation. 

& PhRae6 OF the program for the advancement vf persone 
n@l administration has been the selection of experienced ofe- 
fleers for sraduate study in lending wniversities. <officers 
ep to and ineludiags the rank of Captain, with broad combat= 
ant and administrative experience, nave been enrolled in 
personnel coursea at Stanford, Sbio State and Northwestern. 
These officera have been directed to examine the progress 
that has been cade in both edueational enod industrial inestie 
tutions toward the imerevement of human relations and indi~ 
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vidual and group perforeence. it is gxpectiea that as a Feo 
#ult af thelr atudles these officers will be qualified te 
mee Gubstential contributions to the esteblishment and main- 
tenunede of aclantifieully developed personnel polleles and 
procedures throughout the naval services, 

Tt ta the aim of this study to exuging the more preve 
alent theories aa te wheat leaderahip consists of and to dee 
rive thoee principles whieh appear to be of speeial elignifi~ 
Qanse to the naval orficer in his reletione with enlisted 
ruth Since leadership acct te te go Slosely tied in with 
the attributes of the leader, a portion of thie study will 
Gea], with gersenality traite. The subjest of metivation has 
been Included because an adequate knowledse of the needs and 
arives which influence humen behavior {6 essential for « 
thorough understanding of the teonnieues in the application 
of the prineiples of leadership. 

Theres ig se need for emphasis on the atudy of léeadere 
ahip and a@tivation in the treainlag of junior officers, of- 
fileer candidates, and petty officers. The fundamental train~ 
hme Of our youns offioers is at praesent largely in the sore 
technioal areas of their profeusion. Yet, although the aade 
ern maval offlear or petty officer aay have many duiles which 
require o high degree of teehnieal training and ekill, his 
ultimate suecess or failure depends upon the reanite he ab= 
tailing ag a leader of men. 


The sourees of material for this study inoluce of= 
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ficial doeusents, both peblished and unpublished, and the 
published findiawve and opinions of autheritios on the sube 
jJecta whieh are diecussed, Avementing theae sources are the 
criticisms and auggesetiona of various unval officers and ene 
Listed men, plus the writer's 4¢ianteen years of experienca 
ag a naval officer with three subaarine commande during 
World War TI. 

it ls hoped that this study will be of velwe to 
those whe aré intercsated in understanding sowe of the probe 
lems and reeponaiblilties of e meval officer and thet it may 
contribute toward maintaining the Kigh standards of perform 


ance whieh have lore been characteristia of the DU. SG. Havye 
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CVA TR IT 
Ths PAROS 


A Young naval officer auat deal with osny human prob- 
lema that are te hia complex and confusing. From one assign- 
mant to the next he may need to exereiae bis ingenuity to the 
wimost in order ta satisfy the deouands of his superiors: end 
4a Obtain the so-operation of Als subordinates. althouch his 
aupervigery resvonsibllitiea may be quite Limited in seope, 
his perforsanes es a lender wlll bs of sonsiderable iaportanee 
to him becauge 10 shetes the foundation of hia serviee repu- 
tation, Years of consclientlous atrugele may be required to 
everecae the damace to a junior offleer'ta reputation thet re=- 
suite from an early ineptneas in human relations. vouaring 
the Clésing months of Soria War Ii, a Havy Departecnt atudy 
found that the fguntor officer who was "Lesat wanted" on 
board his anip wae 80 designated oeeauge he was poor at hen= 


dling enlisteé men, sore often than for any other single 





rengon.+ 
In deeline with his human erablena, the young of~ 


ficer ia frequently handicapped Wy an Luedequate understand- 








liureau of Naval Personnel esearch Report. Pralect 
Mae &39, ctuds the verformancs of Junior Officers board 
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ing of the principles of lesdership and motivation that are 
moot applicable in the analysis and oontrol of the situations 
Whieh ooafromt bia. Tae eiildanace teat & Junior offleer ree 
selves free his seniors ts often contradictory or ae gener~ 
alized ae to be of Little real value. One presept that has 
been given to junior officers in the past tells them that "A 
taut ehip is a» happy ship." There ia, however, little aesgree= 
want among Navy men an to what ecnetitutes a taut ship and 
there {a3 inaufficient oavidenes to aupport the Implied con- 
clusion that a hapry ahir is the seat valid eriterion of ef~ 
Yective leadership, The junior offieer who doea aot reeeive 
reliable guidance must cernernlly develop his abilities aa a 
leader thranch trial and errer sethodsa, 

Tt tg not intended to Lmply that lesdership is some- 
thing that is readily attained, ser ie it gasy to deseribe, 
The young offleer gannot turn to @ waeneal or handbook for 
the 6orrpact solutions of hia persenne] probleme with the 
same confidence that he can ¢congult the Manual of insineer- 
ine Inatructions ehen he needa to laarn tha oorreet proge= 
dure to bea weed in "Lichting off" a boller,. YTsere are ae 
hard and fast rules whieh will suarantes suecessa in husan 
r@lations. tach aituation needs to be handled individually 
and whan different sen are invelved ia identical situations, 
totally 4ifferent solutions aze often neecoseary « 

In the absence of simadard methods and proeedures 


for the handling of human problema, the youne of fieer needs 
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to atudy, observe, experiment, and decide for himself whieh 
course of action ssena beat fitted to each situation with 
whieh he must Geal. Jventualiv, he amy Strike upon a aerisa 
of principles waleh he will adept sea his general guides in 
dealing with his aubordiantes. In selesting these pringiples, 
it ia to be hoped that te will not disregard the knowladga 
thet haa been meade avallable through selentifis studiea of 
human behavior and that he will eive exnreful consideration 

to the needs and daalres of the san with whem he serves. 

‘he orohlem denit with in thie atudy is that of de- 
veloping orineiples and practices of parsonne) motivation 
anf leatershin whieh must be observed by the Junior efficer 
if he is te make a suceegs of his naval carear. 

Xt lw not pronesad to offer new solutions or tech 
niques, but rather through a atudy of the relevant material 
in the flelda of lendarehin and metivation, to provide a 
syuthesis of the findings of seelal and paychological ine 
vestivations which may east some additional light on the , 
lasdershin problems of the Junior offieer. 

Naval leadership ie osoncerned, on the junior officer 
level, with thoge leader=follawer relationahipa ih«t are di- 
rest and personel. it raquires a knowledge of the tack 
ground aud interesta of the wen who are to be led a6 well as 
® ¢lenr comprehension of the objeetives to te attained by 
the group. It involves the tvenavior of men in a altuation 


where the leader hes deen es@ignec to a position of authority 
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ama reaponalbility because cf hie previous trainiag and poe 
tential ability. Tha problem of leadership on thie level is 
aften coanplicated by the age factor; it ts to be expected 
that some enlisted pereornne] mey be eléer in both veers and 
experience than the youne officer. In such elreumatances, 
tact and unieretending on the part of the officer ere ree 
guireé, 

The young offioer may initieldy possess only taat 
symbolie preetive which te hie by virtwe of his superlor 
rank in the organization. Ke must recognize that if he ia 
to develop into a competent leader, he will need to reine 
foree or replace this symbolic preetles vith acter) sersenal 
prestie«ce in the eyes of thoge whom he eurt leeds that it ia 
necessary to demonstrate to his men thet he ta in fact a 
leader=--thelr leader. 

In thie study, motivation is considered ag the ex 
ployment of cues or Intentional stimuli for tae wurpose of 


enaraininegs drives towards certain @eaired tyses of dehavior. 


eng 


n this sense, motivation may 66 regarded as an lastrument 
of leadership whieh can be used by the officer who will make 
tae effort to learn the wante, interests, ettitades and 
éeotions of hie men. The leader should leern how to use 
these drives most effectively aa fuleranea for the alilgneent 
of jndividuel and eroup behsvior with the cijeetives of 
leadership. 


insofar a@ ia practiouble, this dissertation will be 
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limited to the basic aepects of motivatlon and leadership 
whieh are ourbtieularly asppllieadle 44 the dally tagkse of the 
yavel officer, TYnarevore, io athenpt will ba oade to ang- 
Lyte or explain those highly inepirational ecte which aeeur 
in times of great emergeney. The Aietery and traditions of 
hie United Stated levy wave .wtabliehed a puttern of bee 
havier lu extremely eritical situations whieh prevides max 
tevini for a wrudy {5 iteelf and requires no amplifieation 
Here. 

An é@¢yamluation of tae Lllteratere lidioates thas prior 
to World Sar It mach thet was written ebout allitescy Leader 
ship aud motivation wae heavily Loaded wlth platitedes aad 
genernliced sulee of thuah for dealing with eulleted men. 
These writings prebably helped swne of Sievers te avali the 
more comaan errors wade by inexperieaeed leaders, Dut, 
ypoobibly veeause the writers lucked a eonprehensive bask~ 


pyound of veyeholory, they fallead to mako subotantiel con- 


enters, 


» a 





Sritutions to a bebter underatandiag of the fundamental 
solentifia prineiples Lavolved in militery leadership. 

With the onset of the war, g namber of aagable edu 
caters, payahologiata, and seeloloxsists were Litegrated in 
the armed foreesa and were erplored in positions whieh ef 
forded than vaportunities to ouserve both ovjsetively and 
aubjeciively, the Inter~clay of the leader amt bla followers 
in hea militery situation. This situation 16@ te more selene 


tifie inguiries in the fleld of mllitary and saval leadersiip 
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than had hitherto oeen envisioned. OGurine this period the 
first Hesearch Unit wae esteblisned in the fureanu of Naval 
Pereounel. ‘Originally this unit functioned as « part of the 
Training Division, bet later developed into a major division 
of the Yureau and eventually eneompassed personnel sroblems 
in many arens in addition to treining. 

In 194) the Hational Research Couneil predused the 
firet oomplete work in whieh the xhole body of payenological 
knowledge wae sapoplied to the neede ef the saraed services, 
‘the nenbers of thia eounell, of whieh Bdwin G. Boring was 
the chairman, Included such well known authorities as Jorden 
We Allport, Yalter VY. Singhas, Marjorie Yan de Vater and 
others, This first work“ was followed in 1945 by a more 
nearly comblete textbook which was published under tne title 
of “Payehology fer the Armed Services." Other studies, 
whieh wore undertaken both in the line of duty and aa purely 
individual projects, have beon reported in the various oef- 
ficial publications and prefessional journals. 


Regeareh d24 not cwoase with the tersinmation of hoa~ 


Vilities, The Office of Bavat Reeon ron haw wWarde¢ Contrastea 


AEN OPT Ome ett At ERR RIED + FOLEY TIFABas 6 Tal) Syecortunopees wane, 


to a number of leading sfucetion’ snobs eabAGns for the ine 


vestigation ef problems in many areas that are closely re~ 
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3 sawin Ge Boring, i4e, Pevebolosy tor the Armed 
Gervices (ashisneten: The Infantry fournal, 
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lated to wie Leadership functions of the naval officers. a 


few typical eszneples of thease investigations are indicated 


below: 
le 


Je 


Lye 


oe 


& Study of Leadership in Naval Jatablishwents. 
Contragster: Ohio Jtate University. 
Investiauter: CG. Ruartle. 


Hegeares en Fundamental Problems of Orvzenizing Hamen 
Hohav lor. 

Contractor: University of Kiehican. 

Investigater: Ke Likert. 


Sxeperinenteal Itudilea on Group Productivity and Com=- 
@munteation within Groupe. 

Contractor: Massachusetts Institute of Teechnelegy. 
[uvestiaatoras: DU, Cartwrlenat and A. Lippitt. 


Basia Studies of Leaderekip. 

Contractor: Univerality of Kachester. 
invasticator: Le. Carter, 

Pield Svaluation of Materiale on Leaderahip. 
Gontracter: University of Maryland. 
Investigator: 7. O. Jenkins. 


Gane interesting observation on leaders and Leadership 


whieh ls conteined ino preliminary report on the Chie Gtete 


project ia as follows: 


It 18 not eepeelalily Giffieult to find persons whe 


are leaders, It is quite another matter to place theas 
persons in Gifferent situations where they will be able 
10 function as leaders, It begomes elear that en ade- 

guate analysia of leadership involves not only a abudy 

of lasders, but alac of situations, 


The evidences suggests that leadership is « relation 


that oilats between persons in @ social eltuation, and 
thet persons eke are leaders in one bituation Hay nov 
necessarily be leaders in other situations. 


in the obapters that follow, the situation in which 


the funtloxr officer ie expected to function as a leader bas — 


ee 














‘ee tph bin stogdill, "Feresonel Factors aneociated sith 


Leadershio; »« Survey of the Literature,” The Journal of 
Tevehology, £5 (January, 1948), os G5 
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been taken into eousideration in determining the principles 
of motivation and leaderaaip that will be oxemined,. 





GisvTeR TIT 
LaaA LGR SRL? 


What ie leadership? fa 1t an art, a aclenoe, or & 
aire? Can it be learned or anquired by all people? hat 
are the gharagteristies which distinguiah a leader from a 
follower? Does naval or militar leadership differ warkealy 
from other forma of lasdership? What hechnigque coes the suc 


veasfual laader use to set reenlts? 


Definitions 

at the United Otatesa Naval seademy, mldahipmaen area 
taught thet leadership {a “the art of imposing oneta «111 
“pen Othera in sueh a manner ag to commund thelr obedience, 
their eonfidense, their reapest, and their loyal ce-oper- 
ation,"4 Rere we bave an ingeirational definition ef lead@ 
ership which han unquestionably been carefully seleetea for 
u2e¢@ in the tralning of embryonic officers. This definition 
seats up standards of achievement which aay net always be at= 
tained Sub which are highly dealrable goals in the cractice 
Of naval leadersnio,. 


A Widely clreuleted Savy handbook states that *Lead= ie 








1 -oders Navel Leaderebin, axecutive Department, U. be 
Naval Academy, June, mimeorraphed), Be Fe 
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ership its that quality, inherent or soquireé in « perwon 
ehion wnatled him to aghieve segomplilshment from ois sube 
ordinates tw virtue of their whilbaesess rather tian by 
foree.”"* In thia definition leadereniy Le preaented in 
terms of the wéeaptance of the leader by the followers, 
Secisl payehelogiste heave provided ea with a» defl= 

aition of Llesderghip in terme of Dehevior, which, upon first 
reading, ecens to Ye slaple and uncomplieated, Larlere and 
Farnsworth? conagive tt to be “behesvlor whieh affeete the 
tehavior of other people sore then thelr behavior affeeta 
that of thea lesder.” Troe this éGefinittion wa may infar that ) 
when Lleadereiip has epecifie objeetives, the behavior of the | 
lender must be euch es will oroduces the Geslred results. 
&ll leadership in the Eavy is exsectod to bave well defined 
goals, some of which are «eneral, while others are cuite 
specific. 

Many men ia industrial and aliltary organisations 
of losdership elagiy as the Sandtiing of men. 605 
thiukxing needa So be reviaed If leadership is oonsidered ts 
66 behavior. The leader doe not actually hendle men, it is 
him@elf that he handles. 


The oencept Of leaderahip as a King of bebavier 





Zim ynl wengerahin sth some Pints to Junior Of fiver 
pee LANRNG9OLABS The Uniteg states Naval institete, 
YI)» Be Py 


Jit ghard f. LePlere anil raul fh. Farnseorth, ec 
~~ (New York and London: KeGraw-hill ook Cos, Ines, 
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seens to be more realistio and more workable than to de- 

soribe it os en att. Paycholegy ¢hows ue that while some 
degree of behavior asy be inherent, auch of 14 Gan be ace 
quire through the process of learning. Leadership can be 
developed to soue segree in all persons who sre Gapable of 


Learning. aastery of an art io attainable wr ralatively few. 


Aominel Leaderahkip 

Leadership la exerelaed in varying degrees, depend« 
lng upon the aituation in whieh it eazlate. Some situations 
result in merely nominee) leadership, such es ila exereiaeed by 
@ lecturer in respect to kis eudlence, seach member of the 
gsudienece may experlence «a different reaction to what the 
lecturer asva ang foes. 8a may caase some mombera to revise 
their attitudes or beliefs, in others, he way merely cause 
boredom or induee sleep. 

Pha traffiea policeman at a busy Intersection may, to 
gums sutent, Lapose his wlll upon, or affeet the behavior of 
others in a mor pusitive and diraet sanner than will the 
lecturer. Hoth the polieanan and the Lecthurar are axereis~ 
ing nominal leadership, altheoge it Le aot ganersally reaog~ 
niged ai auch. 

Nominal leadership Le alao exzereised by the writer 
of @ technica? caper if he lsfluengess his ruaiera te the ex 
bent that they think or net in ways that are evan slightly 
different from the way they would think or net If they had 


not ried ALS paper. Tras, Lt vac be seen that nominal lead» 
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arship ie poseslble even at great dlatancern. In the Navy, 
aominal leadership is exereclaed to a censiderablea extent by 
atatf ani Bureau organizations. Nominal leaderakip ia not 
often orueticad by the junior offiseer and for this reason Lt 
will not be considered further in thia atudy. 


Direct Leadership 
In the man-toemen situation in whieh the junior of+ 

fiser funetions on voard ehip, he is gallet upon to exercise 
actual, direst, peragonal jeaderahip. Nere ie where the of~ 
ficer's behavior affects the behaviar of his men, and, al- 
theugh he may be unaware of 1t, their Benavior will heve 
gone effect on hie. Sere ls where be la expected ta coamand 
ebedlence ami respect, to inepire eonflidence aml so-apere 
ations. in order to datermine what forns hia behavior should 
take to scoomplish these effects we need to further examine 


leadership in ita relation te alitustionsa, 





Any dlegusesion of lusderahip would bo meanilucless 
without references to the somial situation in whieh it erises. 
Lewin® his previdea us with & useful eoncept for underatand] 
ing leadership in relation ta the aoelal situntion. 

The tireé Gonditiona of autocraey, decsocracy, and 


lnlesen-faire are pareecived as having « trianeular relation~ 





' _ nao 





waurt Lewin, “The Dynanles of Sreap Agtion,* 


Nduea tie Leedergtip, 1:295«200, January, 1944. 
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AUTOCRAGY + DRO ACY 


Flee lo-~telations hetween Autoorsey, Oaucermey, and 
Laisases~ialre. 


ahip, each having contrel and reaponsibility differeatly 
placed, AS the social eltuation changes from desocratile to 
auteosratic, the fraedosn of the Inéividwal ie reduced and the 
authority of the leader increases. Setween either democracy 
or autoeracy and laissez-faire, the freedom of the individe 
ual approaches a maximum and leadership becomes inereasing ly 
lese effective, In thle trienels6, bobh auteocraey and democe 
racy u@un leederahnip, discipline, and organisation as op~ 


posed to the sheos of laisaeczefalira, 


Autecratia Leaderahip 
dutooratiec leadership rules men without ¢onsul ting 
then, it say be extremely harsh or comparatively aiid, of 
the autocratic lesder, Jorardus saya: 


(fe) Ls objeetive, overt, positive. ie kagws what 
oucht to be done, what he wants to do, andi he drives «- 
head §0 that end, Ne progeeds asazresaively and obtirue 
sively. ho @omsents ani organizes. he captivates and 
paralyzes. On oegasion he moves with ereelelion; again, 
fe Blisters and atoras, #6 etercines great freedon, 
aeting af «© lee upto himee lf. Ne rlieksa hie life. He is 
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17 
proud. uoustful, Gook-sure~<or ooening Ly BO. IF he 
1oubts, he never aiscloses his doubte, 

Group. decision and greup responeibility are minai-e 
mimed under autocratic leagerahip. The objeotives of the 
lenger take precedence aver the wishes of the individuals. 
This eondition cauass fruatrations within the croup whith 
frequently lead to ageressive action towards other groups. 

in an experiment conduoted ta observe the affeota of 
enutooratic, demoeratic, and lalssexefalire leadership in boys! 
clube, Lippitt and white® found that those whose home train 
iag had been atriet bed the least diffileulty in making ad 
justment to avtogratic leaderghip. In Nagi SCersany, Zitler 
made good use of the early training of Gernan youth to ine 
Still in thes aceeptaneas of the autoermtic leaderanin of the 
Stetee By encourseging peresoution of the Jewa, Titler oro» 
vided an outlet for the frustration woich hia leaderahip 
procuced » 

Shen leadereahio in the boys! sluba chanced from 
gmuteoeretic to a freer soclxl ateocaphere, there were observed 
erect outwturete of horse clay between meabers during the 
first few deys in elther the Gemoecratic or the laleses-faire 


witustion. 








2 eno ry Se Sogardus, i093 | | 
and Londont OD. Appleton=Century COe, ISSR), ¢ oe 


Svonald Lippitt and Smlph Ks. Shite, “An experimental 
otQuay Of Leaderahip and Group Life," Zeadiags in Goelal 
Paeycholosy, ed. by Theedere M. Leweon 
henry Olt and Coe, 1947), Pe 3156 
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Demooratie Leadership 

In the completely democratic situation, the autnape 
ity of the leader isa siven to him by common agreement of the 
group, The leader does not dominate; ratior, it is the group 
will that dominates. In this situation, lesdershi»y develops 
out of the Goewon noeda of the group. It attempts to satis- 
fy these needa by atinulating thet group behavior whieh will 
reguls in achieving the deulred objeotivua. 

Sven though the leader say not have deun elested by 
the group, it isa atill powsalble for him te rule ia a demo= 
@ratic manner. ie ean learn the needs of the group and exere 
cige his leadership sa as to watisfy many of them. Ae may 
enccurses auggestions as to bow to solve group problems. 
rrequantly, the croup may auegest solutions whieh have ale 
ready been dealded upen by the leaders, These suggestions 
are valuable because they ere more readily accepted when 
they eas from the creup than when they are imposed oy ane 
thority. A Gemocratically led group aay beeowe highly diaci-«- 
plined and efficlent. 

The part that followers take in leadership is indie 
Gated by Lewin as follows; 

Auteerutiea as well as demparatic lesdersiip consists 

in playing Gertein rolea. These roles of the leader sane 
voy bY Garrled tarough wiShout the followers glavying oere 


teaia oomplesentary roles, negely, thoge of an autocratiea 
or of & democratio follower, 


VLewln, OB. Gites pe 199. 





vw 


ee 
: ee ee ee | 

















et mt a ete te me te At 
wt 0 em tomes tar etd wom or ovee 
Ee ee ee een eT) 
2 ee ee ot ee eee a ee 


ty Feet md AF em mt 
ela on tk td 























» 


* 








ee ee ei temey Lime 8) per edt 
a Pees pee ee oe 
lm tm te ditty aie onl 
eam do i 
2 eens oe eee we! 5 nemeet 
ee. ee 
Views oe re ey ee wu om 
ee 
ae WU islet Co ee 
Ie ee eee 
ee ee 
. = = ths © te 


=I 


oe aes |v —_ 
> IS Te 
, . . - 


™ at ah cpa 

















2 





iy 


Havel Leacerahty 
Wothing ean be sminsd by trying te prove that Leader- 
ly ship in the Mavy La demooratic or thet it ia whelly auto 

cratic. The responalblilties of the Navy for the defense of 
the Matlon sre well resogniaed and ageepted. Likewise, the 
dutiea of Navy offiloers and petty officers whieh must be pore 
formed in aarrylng out the over-all responsibility of the 
Savy ors well defined. The necesaity for the leaders to per 
form thelr aselened duties ig no sore open to question then 
is the necessity for the Wavy to act in defense of the soun- 
trys 

Some of the tasks roguired of naval officers ean be 
asaomuplished more effeetively through suteeratio leaderekip, 
some through demagratio leadership. The captain of a aud= 
marine does not sonault his subordinetes to learn which ship 
im an enemy genvoy they wins to attack, or whether they wish 
$o attack at all. The same captain will congelt with aad 
conglder the guge@eationsa of hie peads of departments when 
planning the work that wlll be done in en overhaul period, 
These hesda of departaents will probably have already eon 
aulLted with their men to determine the work that is required 
{2 each Gepartaent. | 

in garrving out his responaibilities, the naval of- 
fieer often finds it ypormible to eleet elther demoeratio or 
gutoeratic leadership. in sueh cages, the eholee he maxes 


ts provably ef lesa consequence than the manner in which his 
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leadership ia exercised. <Autieeratic leadersailp can be fully 
&8 coaalderate anc friendly as eam democratic leaderahip. 
wigferent siteuationa and fynetions clenrly require 
Gitferent techniques of leaderahip. wiUurings the recent war, 
gone officera who had been sated ge averuce or below in pere 
forming thelc peacetioe duties provad to be outetending in 
eombat conditions, Soegerdue gommenta as followe: 
One type af abliity may aepeil leadership ia a given 
situation and defeat in anether of a different character, 
Tt is the “yartieular situation” whieh doubtless is as 


impoztant 48 monteal abllity and eapacity in the develop~ 
ment of leadership .© 


ALtributes of Leade: 





Savers) studies have taen meade for the curpsose of 
deteruining the personal characteristiags thet distinguish 
leaders from follewors, <cince there probebly have been oute 
atandings oersonalition in nearly all groups, Lt would agen 
Likely that 1% mlaght be possible te discover a pattera of 
pereensi traits which are typioally indioative of leadership, 
Sueh factors as heredity, weleht, heteht, intellisence, 
echolaraship, and extroversglon-introveragion have been investi 
eated in the search for coammon characteriatios in leaders, 

Years ago it was thousht thet heredity waa the major 
fector in the detersination of leadership, thut “Like pro 
duces like.” Veetizges of this concept reemin toswlay in the 


tranafer of royal titles in many countries. There la some 
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Snogerdus, OP 2 Cite, Pe 265. 
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evidence whion indicates that a slightly larger percentage 
of superior offapring arise from distingulehed peranta than 
from the meas of mediocre parents. Studies of intelligenve 
{n relation to heredity hava shown that ohlidren of superior 
parents will tend to be above the average of the population, 
but not as far nbove the average a8 are thelr pareates on 
the other hand, children of below average parenta will tead 
to be velow the average of the populatien, but not aa far 
below as their parents, Thus, the offapring of both supe~ 
rior and (nferlor cargnte will tend to regress toward the 
mean of the population, 

Statiatlesa have been secweulated on the phyraical 
characteristics of lerdersa in colleges, of Gutatanding tuale 
1888 executives, of top men in government ceeitions, ang of 
fauous leaders of past generations. These deta indleate that, 
in general, the physical characteristics of tie leaders do 
not differ in any alenifieant way from the average of their 
eroups, A few leaders haves possessed erent physleal strength 
out there have been obhere whe were emell and weak. 

i @ummery of the findings that have boon obteined in 
studies to deteraine the personal cheragteristiiles of leaders 
Le given oy oteedil aa follows: 

The gVerage pergon who gocupica a position of laad« 
arehip exceeds the averasa menber of ais eveup da the 
following respecte: (1) Latelligence, (2) seholarship, 
(3) dependability in ererciging ressonglblilities, (&) ee~ 
tivity aud soolel sartieipetion, and (5) seele-econemie 


BEGLUs » 
The qualities, characteriatics snd skiils required 







ee ee eee eee 
ee, eee eel, tl ee CT 
Mil Mah We em cTtt rm, come ee om) el 
i HF Le Fey my tet A Adm oF Rho a 
ee ee 
ee) ee 
St elites Roem ataimentn bien aattamdimeninael 


a 






































ee ee 
ae best tho comes Se @ oat 
i i oF eT 
a ore eee 
| meen het 8) aed Ve BA eee 
fee th ee oe ee het oe 
ie 2+ oem” | 
1 Fee er ee em ws 
' ee ee i 
—=* - ae “eee ov! are = aT 
oe (leet Ope Get eet cet oem! raed te 
ry ee ET a Te ries 


7 —— Le OE ARE me 


et < ia ££ a * a! 
Pa FS  e- 


nae Te « 
a wes 


eh a eee oe 











\ 

























—_/ 





Le 


in a leader are detereined te a large extent by the de- 
mands of the altusation in whieh be is to funetion aa a 
leader. 

“ith regard to intelligence, 1t might be well to 
note tnat the leaders are weually only slightiy abeve the 
average and tat an inéividuel who is markedly @uperior in 
intelligence to the others in the sreup ie seldom saecentad 


as theizt Leader. 


raite Expeeteéd in Leaders 

“ in addition to attempting tuo learn whet charncter= | 
tatios lundere sctuglly have, investigations have been con» | 
Guoted in an effort to discover what factors oeople eonsider ( 
to te imoortant in their leaders. A ilat of ten traits 
which seem to ow "ldeally destrable” 1a provided by Grdway 
Teads; these are: (1) Physical and nervous energy, (2) aA 
sense of purpese and dlreetion, (3) Tthusleas=, (4) Friend 
lineaa and affection, (5) Intearity, (6) Technical mestery, 
(7) Deelsivenesa, (%) Intelligenoes, (9) Teaohing sk111, 
(1C) Peith2¢ 

Hot many men can be found who pessess «11 of thease 

Kd@al traite. All sen Mave their weaknes@es and their 
Strengtas and there are certalnly eone eucsesaerul Landers 
whe do not have more than five or aix of these ideally de~- 


girable ohmracteristica, However, sin¢ee wost ef these traite 
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seem possible to aoquirs with some effort, the man who wants 
to become a leader san conselously do much toward develosing 
then within hiasel?t, 

tn thin diaeussion of the seragnallty charasterla~ 
ties of a leader wa must not lease sight of the Laportant 
gart that the situation uas tn determining leadership. a= 
sardilass of the aimirable peraonal qualities that an indi-« 
vidual aay posegas, 49 must always f14 in with the agedse of 


the witueation for Lleaderahip te exist, 


Skill ieguired in Naval Lend: rablp 


Tn mGdition to dealradle personal characteristics, 


_ 
a oe 
we ie 


the naval offleer must develop certain aklile if he le to 
enact affactively the rale of «a leader in the aituations 
with whieh he must deal. 

Ski11 tn organiuines 196 of partidular importance in 
maval isedervehip. Perhaps the first erganlzation that xe 
lated was 4 allitary organizstion. YUssentislly, orsuai« 
aaition is s form of discipline, whieh if properly accouplished, 
Sar contribute levensely to sudgsessful leadershin, 

oreanization 149 so a mere abetraction: on the con 
trary, Lif @an and abould be dynamie. The pringivles of ore 
geolnation do not change, bet orranisations aust sontine- 
svualy @hanece 42 eget the radulrenente of «© partigular eaitee= 
ation. The primary obfective af organization ekould be to 
facllitate e¢o-ordination so ag to beat achieve the purposes 


of the @roup. 
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The type of orgemitation whieh ia most often used by 
the Junior officer La the straight line organization in whieh 
wubhority ant reaponsibiiity are fleed in e direct ehain of 
comannd, Te ahovld sleo be faeilier with the line and staff 
orgenigetion as it existe in the Mavy and the funetionnl 
wre of orgenigation which may bo use@ te sévanters Tor 
svecinl tyres of work, 

The idesgl af aound orpaniveation escerding to 4oriegel 
is "to fiz responsibility se low in the orgsaieation as eom- 
betense existe te camime the reayons ibility. 744 Some officers 
are reluctant to delecate authority because ther fear that the 
arnGherity and rexsoneleility ave wore than the eubardinate can 
handle. kiveh an ba dene to overvome thie feeling of inea- 
enrity on the part of the leader if he will sctive more ate 
tention ta the trainings of his subordinates to Lneresse their 
onmpa cilities for aceepiing authority and rearonalibility. 

Net only do leaders gometimes fall to delegate au 
GHEFLEF, SUt, aS Benareus pointe ont im the felleowing pera 
sraph, tliey may even fall to preperly delegate the work that 
needs to bea dong. 

One Giffieulty is that so few leaders are able to 
oreperiy delegnte wirk te ethers. 4 lesder often doce 
much m6re Ghan he needs to and henee handiespa himself, 
tony take theneelven teo seriously and feel that no one 


else Gan do aa well as ther. This tendene ey Sw ap intro-~ 
Yertiive failine. Te wke one's work or self too aerle 
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ously undese « loader. 1 distinguished university tM 

fessor ingleted oa aestiag Bile classes when he wee il, 

beanies bis etudenta “would alee Ala go auehse* Me was 

unawere that even when he wea pragent, some of the boys 

on the rear rivwe wf atate ia kis large clagy often apenat 

a part of the clase sour in playing eardat 

SkL11 in organigation Lavolwes sore than the prepe~ 

ration of an attractive organization chart. I Pequires a 
elenr definition of duties, « fixing of rasponsibility aad 
authority and an allogation of taska in a manner that will 


beat achieve the oblestives of the croup. 





Leadership in au organization requires skill im the 
anmmuaioation of ideas, The leader ageds to heve aome ablie 
ity as a ttachut, Tu the Navy, thers are sany teataunees 
where teaching and the communication of tdesa san taxe the 
plaeea of a large amount of erder civings 

The offieer can obteln better coe-gporatlon from his 
aan an@ develop gore farargble attitudes Lf he nat only tells 
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war it shovld tea dons. Knowing why dgomething is required or 
iLrested ankas the task more Llatergeting and less diffieult; 
end a8 a sonaeqguence, 1% contritutes toa the affactivensas of 
ite axecution. 

The ohangsala of comsualeation that are used shoulda 


be definitely known. In @engral, the linss of eagsmunieation 
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ang the Linea of authority ara the same. The repular chan- 
nel of communication, wien ones established, should usually 
ve used completely. To by-page any atep in the Line of eum= 
munication auy lead te mielnterpretation ana conflicting 


$deas. 


SKi11 in Pieaning and Directing 

The phase of a young offilosr's leadership whieh moet 
often comes under the eritieal observation of hig superiors 
ia the skill with whieh he plane and directs the work of his 
subordinates. The multitude of tauakes which must be aovome 
plished sa a matter of daily routine on board ahip provides 
excellent treining opportunities for aequiring kill in plane 
ning and directing. 

Por affective co-ordination of the efforts of his 
aubordinates, the leader needs to consider the things thet 
guet be done, the order in whish they can best be accom- 
pilahed, and the sesbere of the group who should be sasigned 
te ach task, Fiensing Lnvelves both tha delegation of au= 
therity and sound deelsion onkinge 

The emking of declaloua, us everyone Knows from per= 

sonal experienee, 16 a burdengone task. Offsetting the 
esi:ilaration that may result from ecerrest and suoceasful 
decision and the relief that follows the terailnating of 
a strugele to deteruine lasuea ia the depression that 
comes from fallure or @rror of decision and tae frus~ 
tration wales engues from uncertainty. <Accordingly, it 
will be observed that man generally try to evold anzinue 
et wevoml a Limited degree when they are rather 


uncritical Ppeaconses ta eonditions. The eapasity of 
moat mon t0 meke Gecisions is quite narrow, although 
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it 168 & eapaelty that aay be eons idomnly developed by 
tralning and eapeclally by experience. 
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Sound deeilsiag making requlres seasoned Judement. 
It wleo requires considerable Knowledge of thea work to be 
done and of the capabilities of the men who are to de ite 
The general line officer in the Navy is expected te be guale 
ifsea to £411 a wide variety of tecanigal and administrative 
positions. At the funior officer level, there ie little 
specialisation, and even in the Higher ranks, speglalization 
exists to @ leeser desree than in other professions. In ore 
Ger to acquire the teehaiceal knowledge he needa, a asval of- 
fieer must devote a large amount of aia time to atedy. 

the Navy's system of education for offileers includes 
5 SoateUreduate Sehool, a tar College, two Seneral Line 
Sehoola, and various Gunnery Sehools, Aadar Sehools, and 
other gpeolal courses. in addition, currespondence courses 
in many professional aubjeets are ales avallable to officers 
throw7hout the Tavis 

Of evel oF renter importenee than the Enowledge of 
technical matters lu a knowledge of huswn charatterietica 
ang behavior. Yor auecess in hie work, the offilecr must de- 
velo, considerable ability in selecting and placing men ia 


the jobs for whiecn they are best equipped, peyehologically 
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as well «8s technically. AS & general rule, the officer 
works with the eave group of men for a relatively brief 
period of tine as scewpared with leaders in industry, Short 
term enlistaents and the Havy's poliey uf retatbion of duty 
agssionnents somblias to produce en extremely high rate ef 
personnel turnever in many inetances, It ig not unusual to 
anperieee an unnual turn<over rate in a ship's screw that le 
well in exoeas of one hundred cer cent. 

Theac eonditionn make 1t imperative for officers to 
Sevelop systematic progedures whieh will enable thea to ob= 
tain a Knowledge and understanding of the men with whom they 
serve, The GChlef of the Sureau of Naval versonnel, “ear 
Adsiral 7. Le Sprague, in a letter addressed to young of 
fieers in the Savy, bas posed sane queations that onil for 
eongsliderable thought and effort on the vart of each offleer. 
in part, he states: 


Po Enow oye gOie OtOp for «¢ mowent and ask 

y OU PSS vou really y Know your men. Yerhaps you are 

@ Division Officer, shal de you know about those mon 
whe attend before you at aoruing muster? whieh sf then 
are married? liow ony children have they? ‘thieh of 
them have oeraonal worrlea--slexnesa at home, aoneyz 
teousle? cnat par’ of the country doa ther come from? 

fo you know the early environment of each of them? Have 
you sone idee of their Aepes, ambitions; their thoughte 
for the fYubure? You shovld, if you are to make the most 
of theater dapnbilities and help them to ourre@et « fault 
or weakness that was overlooked in their youth. Thie 
hogean't wgan thet you should pry into a man's personal 
life; only that vou akhould let hie know that you are 

in taroated in him a@ a persoms, 06 they pring their 
troublea £o you in the Enowledge thst they wlll reealive 
& #YMpathetie hearlas, sound cdviee, intelligent guide 
ance? if they de, vou will go far in your profession, 
I? they doen't you abhenld take time off for introspection. 
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Study yourself. | analyze your strengths a» * aca 
your oeraonality treitea. Seeome a leader 

Much of the factual inforwation that en offleer needs 
to have coneorniang his men can be obtained from thalr service 
records. iJneoh information as age, marital etatus, aumber of 
depenienta, tust scores, civilian sdueation, and work experi~ 
ence 1s tavulated in the first pages of each manta personnel 
juckate The extent to whieh an officer can profitably use 
these date varies with his own esverlence ani the iten of 
information with whien he is dealing. 

Some special training is reguired for an intelligent 
underateuding of the aleanifieance of the tent scores that 
are listed. inrly in Bis peerait training, each enlisted 
man ie *iven a series of paycholosicnl tests. These asy in- 
Glude a mechanienl aptitude teat, a mumerigal reasoning teat, 
a tlerical aptitude test, and a Seneral claneifieation test. 
The latter is essentislly a paper and penell type of intel= 
ligance test. 

the offieer should know soaetiing of the nature of 
the testa tont ere used and the relationships whieck have 
veer: found to held between the atores on these teeta and the 
probebilities of subsequent achievement. Ne nesda, of scourge, 
much more than test seores, for, a6 Hinghan resinds us, 


aptitudes indleate potentlalities. aptitude tests 








lévear Admiral Te be Sprague, “Your Yes and Tou--an 
Open Letter te the Youns Officers af seal DANY »” fran the 
Ghief of Ravel Peracanel, United St Deval Jeet 
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saagure abilities sad interests, They ascertaln what an 
fadividgueal actualiy @oea in certain standardized situe 
ations, and frou these menturements the eatisate of sapno~ 
ity for futere aecomplleahmant ie an Loference--2 statioe 
tical protmbvility, aot a certainty, Morecver, tests ¢an= 
net sample all thea Lmportant agseota of bahavior, nox 
plumb the destha of vesational purpose, ven with full 
date ot hand, am ingulrer's queeatione regarding his aptie 
tudes can perely bo answered orecisely and with positive 
RESUPARCS » 

for an of fiver to Know Ais men well enough toa sive 
them intellicent guidance and sound advices he muat develep 
& type of hemean relationship that 1s sob ewally accomplished. 
in tha Siret clace, thera i6 the diffleulty of eetting his 
sen bo feel free ta diseues their orohlexs with him. There 
la an understandable reluctance on the part of enilated men 
to approach an officer on antters of ether than offlelal 
business. 

Veshapa the vest atep an officer san take towards iLa- 
yroving hia Knowledse of hie men is 49 arrange an informal 
iaterview with auch man in his unit and with each new aan 
that joing the orvanization, <iven though they are informal, 
these interviews should Ge enrefully pleaned and structured. 
The offieaer sheuld review all the available information he 
ean get on each san before the interview. I% La Laportant 
that 5e sailnteln « *¢riendly attitude taroughout the Later~ 
view and, insofar aa is pomseible, he ahould aveld any dis- 
play of authority. dn all tee acomen error In interviewing 


ia to overtalk the interviewee, The objective shouid bea to 


heen 





Lovalter Yan Dyke Binghaa, 4 ’ 
Testing (New York end London: Rarper & ; PUDLISUOIS , 


1937), De lle 
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obtain, rather than to @ive informtion. Questions should 
be limiteé te these that will beip the client to stick to 
the subject, anki questions that oun 66 enswered by a slaple 
"Yao" or "No" should be avolded, 

Dae of the wout interesting Interviewing programe 
that has @ver been recorded fa that whieh was eendueted af 
thes Hawthorne plant of tre Neatern sleetric Campeny. in 
thie program, the rules which the Interviewers devised to 
improve their interviewing techniques were found to be trana- 
lateble into simple rules for the euperviecr in handling iis 
relations with hia mean. Heethilebverger has provided an exe 
6#llent presentation of these mules in the following sumaary: 


These sulea apply te the firsteline supervisor, as well 
ag ta the hicher exeeutive, tn dis relations to individe 
unzle eith whem Re haa fate~toefaoe contecta. 

The Cfirat rule le thet the superviesr should Listen 
patiently to what hia suboriinate has te aey before 
taking any ecoament himaelf., Frobably the guil¢kest way 
to stop ea pereon from aufficiently expreseing phimeelf ta 
to interrupt. OY courses, 1t follows that, besides lia~ 
tening and aot interrupting, the auperviser should try 
to understand what Ris aubordinate is saying. Moreover, 
he aheculd show hie interest in what is being anid, 

Phe second rule la tret the sunerrisor should pen 
frain trom hasty disapprobation of hia aubordinatets 
sonduet. it ie not his business, in the fiest lnatence 
ut least, to give advices or soral admonition. If the 

wloyee sexs, “Thie ie a hell ef a company to work for,” 

the attitude of the eupervisor should nob be, "Tut, tut, 
ay @098 Man, you ara not dlapleying the proper spirit,” 
Instead, He should try to get tha employse to oxpreas 
hleself sere fully by sexiar why he feels a8 he doce, 
in aeny inatunoss gaployees by thenselves are not able 
%o eatate precieealy the partiaular gource of thelr dia# 
satisfaction, tat if they are aneoureged to tele freely 
the effeet is not merely emotional relief but also the 
revelation 06 the oritical Listener (and sometizes even 
to the speaker himself) of the leous of the complains. 

The thira rule ia that the supervisor shenld not 
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areus With Hig gsuberingte. Tt ta futile to try to 

GHange sentinente oy ieric. Ths best way for tHe Bsuper= 

visor to avoid arguments is to eee that the explovyee's 

sentinents do not set on Ala own. It will be remembered 

that whem “I1)1 told his employer that his ninee rates 

were too low he s¢tead upon ails employer'a own sentiments, 

The employer eit that he hed te defend his wage rates. 
Yhe fourth rule ie thet the supervisor sheuld mot 

pay ax@lusive atieation to the manifest sentent of the 

conversation. The interviewers had disecevereé that there 

\8 4 tendeney to rationalles sentimenta and that in ordi-«- 

nary #oclal intercourse tha partieipanta are likely ta 

become more interested in the truth of the ratiensii-~ 

zations tian im the sentiments thet are belay axpressed, 

* ® # % 

Tse Fitth rele is that the supervisor should Liaten 

not only ta what a person wants to gay but also to what 

he does net want to say or cannot sey without sasiatance. 

4 peredm hae diffieulty in telking about matters whith 

are ageociated wlih unsleagaant and painful experlences, 

and many séntinents tand to remain eo auch in the baek= 

sreund of a vergon's thinking thet he ls unaware of then. 

it ls important to ligten for what a person regarda as 

ao Obvloug anil so common that 145 never ooqurs to bis te 

topbt or question {t. These lapliait easumptions ere of 

the *resteast importange tn aageeging « person's values 

and aienifleancea. Bowe aften one digverns when Listen~ 

ine to paople the folloewiag assumptions: that every~ 

thniag that 18 set perfestiy safe ia dangerous (the com 

aon assumstion af the ny pochond ring) that avervthing 

tnat le not perfestiy elean le dirty (the fussy house=- 

meeper); that everything thet is not perfeatly sood ta 

bad {the Puritan): that everythiag that la not sarfectly 

arfiolent im tueffielent (some affisieancy engineers } e ‘ 

Yseoes are all faise dietinctions an& oversimplifications.+~ 


Sone Liluailneating information mleht be obtained when 
theese malas ara obeerved by an offieoer who sseke to learn 
the facts behiad the cgomplalntea of his men. An Lagpestinag 
erriesr on a Mavy ehio oneé eceked a semen what he thovueht 
of the food that was served. The seacmn hasitently replied, 


"it's vary good sir, what there isa a? it." When the officer 
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33 
asked, "Don't they give you emough te eat?", the seaman 
guickiy reaponied, "Oh yos alr, taere’a plenty to eat, sueh 
ae it is.” Purther inguiry sight have diseelosead the fant 
tiat the as@n@an had intensely disliked his tour of duty as « 
2632 San and particularly the work he wae required to pere 
form at the direction of the ship's eaoks, 

One Of the fundasental prerequiaites of loadership, 
ang, perhaps the mos% important, ie a thereughly sound xnowle 
edge of the peracns who ara to be led. The junior officer 
who ig anxioug to become « successful leader can best 214 
tue development of this husmn relationship ty iletening te 
hie men end learning @11 be can «bout their daeagrounda, 
their attitudes, end thelr nepiratione. 
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Leederghio ia behavior which affects the behavior of 
Otaera and which the leader employs to shape the aetieons and 
Sttltudea of his followers in sonformancée #1tn bis own, it 
can be developed to seme extent in most people. It is srzer- 
aised in varying degrees from purely nomine! leaderahip to 
actual ang direct luederetip. 

all leadership aust be consliered in relation to the 
social situetion ins whieh 4% existe. In a completely lais= 
sez-falxwe situction leadership la none@xiatent, Leadership 
im a Gemocratic situation may be considered as group-can- 
veered, while in the auteersatic situation it is leader-cen- 


tered. 


te ES ee ee One Gm 6! Re ee 
TE UU Ths SF MeN Shemny 
eee ee Leh ee 
oe nen Wiles ae oe ae tet 
° ha cla ed ee ee) 


eh = TEs A me eee 
“| 




















Lot eee at Te 
OOF Ghee ee tk! eet 6 Hg 
‘OD © oe Om comms On) CO AD 
ame! de ytee es 6 ems oe onti—me 4) oe 
themes cee o1me Vi Amer elt 
aeep em Dip gelimued dogeemm whd 

OAT hE Aes ee ce Ae Oe 







Ps bd a 
a 
7 
» 




















> & 





es ee — 
olierveme! bea/! “ae Lee 

ee ee ee 
i see 6 pee I Ake A eres Je 
ee a pew pete el eee 
ewes wS Outaew © .@ &! WM Silewme 't 
Se ee ee 
Ve 





ok 


Naval leadership lnvolvee many different situations 
and ¢onsequenmtly it requires varying degrees of sutoeratic 
and demoeratiec Lleaderahip. 

Intividual differences are found among leadera ta 
approximately the sane wxtent that they exist in followers, 
The Leader in os wroup isa uaually sbove the average in one or 
more important varticulars. There are eany Ideal tralte 
that eeople look for in their lenders and these can be ac» 
quired ta some extent by all persone. 41] leaders go not 
pose@ess all of these desirable traite. 

Leadership in the Navy Involves akill in organizing, 
Skill in instructing and in the coemunieation ef ideas, and 
Skill in plenming and alireeting, The navel officer ts re 
guired to have an extensive knowledge of professional sub y 
feeta. In addition, he ie expeaeted to enon much about the 
non with whom he serves, 

A duntor offleaer can ereatly develop hia capacity 
ter leederalip by Lidstebing to his meu lnm order to znow each 
of them ae an individual. The rulea whieh have been devised 
for extensive intervierines programs in industry are useful 


to a leader in getting seqguainteda with bis subordinates. 
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CHAPTAR IV 
MOTLISATIGA 


| Motivation 48 concerned with the wave of nuwea be- 
heavier. When we attemet te dlecover why aen enlist in the 
avy, way they exrgze theaselves tc dancer, or why they go 
Ae Wa Ge Ley WE Qre seexing to learn the motives which bring 
about these different tehaviors. | The naval officer, in the 
vole of a jesder, is required to exereise eontrol over the 
actions of ether men-<-t0 oroduce rersults through thelr ao= 
omiinated efforts, To te effective in this role,/he neads 
to understand the motives of agn,./ for, if he can contre] 
their motives, he ean control the beharviee whieh they will 
SX TSS e 

VWotiveation is an s@epect of leadershig¢ whieh is intie 


a 2 
OF ine 


a} 


Oavely Pelated 86 the sorvale, inveresia ani attituds 
individual menberea of the group. Like leadership, sotivation 
ie concerned with hussn behavior, about whieh much remains to 
be learned, iJiowever, motivation ig somewhat more adaptable 
to aclentifie research and, a8 a@ result of this clreunstence, 
8 few gencral principles of sotivation have been developed 
which aqay bw accepted with a reasonable degree of cunTidenens, 
Literaiivy, to wetivate is te meve--to actuate, and a 
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motive 1a anything that actustes, In the paychologioel sense, 
metivation Ls concerned with the inner forces whieh sense or 
influence hugan behavior, whieh in turn satisfles a need or 
desize. These needs, when they are considered as actuating 
foreas aré called drives. Thue the hunger drive is that 
whieh comoela activity toward food weeking and eating. The 
thirat arive and the sex drive wre ether forces whieh result 
in Obaervable behevior toward their tatisfection. 

A motivating siteustion hag beth a sublective slide 
end en Gbhfeetive aide. The objeetive, er geal may Se ¢an- 
gigereé ag thet which provides satiafaection or geratifilestion 
ef the subjective need or desire. The intensity of aativity 
tows rd coe) seeking will vary from time to time and from one 
Linotividual to ancther in aceordance with the strength of the 
drive. During the recent war wen wae were adrift in rubher 
life reftea for weexs showed remrkeble ineenulty and persiat-~ 
ence in theiy efferta to eolilect water to drink. » 

fn a@alticn to the universal phrealoiceiecal ortves, 
human behavier ia caused by a numbar of social metives, some 
oY which may be Lonete although many of then seen to be age 
Guired ae e result of the environment, The list of social 
wotives te indefinite, but it includes suoh things ag grega=- 
riougsneas, acjuloltiveness, self~agsertion, and pugnacitr. 
Although these aotives Gannot be observed directly, their 
existenos oan be inferred through the expresalons of human 


behavior toa whieh they are aserived,. 
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Much of tae regearch that Las been accomplished in 
whe field of wmutivation Bas HOGKR Gone in tus afda ST edu= 
Gational persholegy. I4 bee been found thet reali loarning 
dees not take slacoe wilhout activation, end the problem of 
motivating the learner hue been the subject of Aundredsa of 
atudies, Cne of tie soet evident resulte of theae lnvesti«~ 
gations bag Seen the decresas in the use of corporal punish 


monk 64 @ purh of the teaching process, - 


LL LOT 


Im regent yeara, cud partie¢vlarly in Lngland apd the 
United States, caonuidceredle attention Bac been fosused on the 
aubjieas of motivation in bhe imtustrial silteation., F4th the 
grvath of the labor movement, many empleyere far the firet 
time became aware of thea Taaet tinh men do sot work for pay 
gloaus, Industrial peyscholagists were originally retained to 
al€ in the aelection of more productive workera from the ap-= 
pilisantsa for employment. Zhen they exemined this srobvles 
thervuchiy they found chat setucl worker prodvetivity often 
shows little reletiongkip te abillitv.,. YFYaetore of far ereater 
importaneé, bLhoy found, wers the workers't interest in what 
they were dolng and their attitudes townsds thelr aggeclates 
and pertioquliasly toward thelr supervisors. The subjeet of 
worker motivation prewested an oatirely new field for inves« 
tigation and one in «hich meny queations atiil remain to be 
ARSWAPAG « a 

The fjunior offileer ian the Havy Ls reculired to be « 


leader in seth the tesshinge situation and in the werk situe 
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ation. in both of these roles, the eatent of his eccompligh- 
ment will be largely determined bro the motivation thich ex- 
igts or ean te erevided. If ke is te savold expending his 
energies fruitlesaly, ba will need to Anve aeme underateni~ 
ing of the importance of motivation and ef the actives waish 
affect the bebaviar of his men. 

In a Burvey revantly cendusted ameng Kavy Pearuite, 
tha subjects were uaked to mane the three most important 
reasons why thay had desiied to enlliat. Phe redgcuses ine 
Clauded twantyvefive different xcotives, these ost frequentiy 
nentloned talng: “Trade Yraindas® (39.66); “*?ravel-adven- 
sure” (25.20) "To Sat away" (26.7); "Pay-ecurity* (15.3%).4 
Surveys of this type ara aaeful $5 an offieer im providiag 
hia with laforeation on the sotiveas of his sen, ith sash 
miterlal as a basis, he G4n 2lao structure nia interviews 
with thes so ae to lemprove Ais knowledge of thelr sotives. 


An underatending of what men are interdated in can 
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heir work. Far example, nearly every Savy job has its 
Counterours in civilian life. Im the ease of men who have 
joined tie Navy to learn a tradsa, thia fact can be used to 
ineregee thelr interest in learning tugir Navy jobs. 

ees ee 


Tt ta interesting ty note that both in industry and “a 


in the “Navy, pay 16 mentioned by cemparativaly few men as 
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1, ‘ureau of Naval Pergonnel Ae~ 
seseureh Geetion, June 1947 (mimece 
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the anat important objfesetive which ther seek in thelr work. 
iWeny ladustrial aurvera have found thut Aleh pay manka in 
Sixth place or lower. An analyels of many worcer=—naaa gement 
disputes will often indieste that the basia of digaatisfag= 
tion lles eleaewhers than in the mueh publicised temandsa for 
higher paste 

Aone peyoholoviestea there fa almost universal agree~ 
wnt that when the teale purslolostes] nagede, such ae hunger, 
thiret, and aex heve been oatlatied, the most important aoti~ 
vating faaters im all individusls are the ¢ealre for peeoge 


nitien and the desire for aseurlty, 


i 





The dealre for recomnition appears in various forma. 
very men who sas «a Job wante to Peal that the work he ie 
doings le important and that ite Importance isa reeornized by 
bia superiors, Thao coxewaln of the motor leunsh and the 
captain of the saip are both sotivated to do « better Job 
whea thay feel that they are reveiving the resornition they 
JOSGIVE « 

Pralwe laa frequently ueed method of recognition. 
The intellicent leader will wse pralse as a meange of moti-~ 
vation but he willl alas taxe Gare not to over-use it. When 
praise is used go often that it is aleost a matter of routine 
it soon lowes its effectiveness as a Btiimulant. No excep= 
tiouel serformanee should be overleoked, tut to praise every 


routine task that bus been performed in a satisfactory man= 
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ner will lessen the effeet of praise as a meane of motivation. 

“otiva¢ion theough. pesoygnition does net nage@saa cily 
require that the individwvuale be alanled out ag outeatanding 
for any oertleular reason, Sertoly showing an inberoat in 
people a8 indiviiacls pether then treating thes ust wulomme 
gangs often producva sotitation toe 4a ramaerkable degree, This 
was coavinaginelys deasgietrated in tha Nawtuerns expavinants, ® 
which bavea hg¢ome a tiesaisc Ls the atudy af Numan ralatiow 
im ladaetry. 

Ad @amly phase of this sxperpimant started out aa ea 
agtenpas 29 doternins tin effeeta of iLlwalagtion on worker 
praduction. Two groups of workers of anproximately ecusal 
abiilee and productivity ware esieoted Por this study; one 
sroup worked undor varying soniltionsa of illusiuatlon, aad 
the ober, the eontrol group, serkwd auader unchanged ean 
Gitionwg., During the gonurse of thie experiment, the observers 
kuthered some detailed infursstion on the workers and dis« 
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of thee as indiviavele, 
TRroughout the couras of the sxmeriment it was found thes 
the rate of peoduetion of both greups stendily ineressed 
aver waat thay fed ever oreviloualy attuinad, This, deapite 
thea Tust that no physieal ehangs whatsoever Sed been made Li 
the working gondii tions ef the soatrel group. The gonelusion 


renamed wes thet as a result of the Latereat thet had been 
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shown ia the w0raera ad indlviduais, their aiiituies vowards 
their work had improved to the extent that they were motile 
vated toward greater productivity. 

A Fairly alasle, yet often neglected method by which 
a guperior ean provide reecgnition for the members of Ais 
eroup is to eddrees them by thelr names. Mo man likes belng 
suanoned by a “Hey youl* The seweet member of the group ene 
joya a particulerly egatisfying feeling of progress when hia 
superiors and Sis susocinteas have learned his neme. 

A few good ataff officers exert their beat efforts 
bghind a Gloak of anonymity, but moat men «111 do better 
wnen theixs names ave identified with thelr accompllehments. 
Peversble sention of an individual's work in « ship's yvager 
or othar publioation may help to ineresaee big interest in 
his works <A man's nase, when used in such «4 manner as to 
refleet eredit upon him, is a uaeful ald to motivation. 

Individuals seek recognition sliso as senbers of euca~ 
Geseful or honored sroupa.e. Seine identified with seek unite 
eerves $0 provide o feeling of togetherneas whieh is an es- 
sential element for the estadlishment of a condition of high 
sormle., he work thet sn do a8 a group frequently s¢eens 
mere pleasent and satisfying than that whieh is dene Indi~ 
vyidually. The ragognitiea whieh rasulte Prom belne an ate 
g@eoted menber of a tiatinguished croup helps foster greater 
eo-opernation smong individuale and provides motivation for 


the acecoaplisghsent of scomsen coule. 
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within the naval service, we have seen an example of 
outeatanding achievement through group reesegnition and group 
motivation in the work of the newly formed Sea ee unite in 


World War IT. Yhe diffilenity whieh eonfrents laree industrial 


organizations in developing a feeling of togetherness ile de- 
seribed in the {ellowing paragraph: 


One af the great disadvantages of wodern productive 
tecuniques ia that ther fores many workers to do their 
work in perebelogienl leslation and meke for a elear 
dletinetion between work and play, The old-tine erafts+ 
fan plinayed and eonvereed as he worked, but the sogern 
man at the machine haa Little time to angmge in friendly 
intereourss the can working next to him. The laperative 
need fay leleure tiae and leisure-time aetivities in the 
modern world ia « dirwet ¢unsequenee of the faet that 
aogern industrial methods take much of the fun out of 
work, Ths sonmuwwrelallization of vraeereaztion whieh has 
some about in recent years can be traced te thia faet 
ang to the disaypesranee of the ether songenial slte 
ations that formed so suek and euch a satiafylineg gees 
or the life ef the individual in the older order. 


tt le a bumiliating and devastating experiense for a 
man ta be told to “keep his mint on his job,” or that he le 
expected to work end not te think, Yet, some otherwise ca 
PaBLE SuUp|Ervisora, sliner through their acticua or theisr at~ 
tituces, are guilty of attempting toa supprese the thinking 
of their eubordinates, Ben will tuink vregurpdless of how 
they are treated, and desirable outlets for thelr thinking 
should be provided. hen men are dented all the information 
they want about what they are doing they will fall inte the 


habit of tailnking about their real or ieagined grievances. 
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fhe most effective utllization of persennel requires 
that recognition be given te the desire af wen to partielpate 
in the task of plaaning and thinking in matters thot effect 
them, Wen wno feel free to offer suggestions anc whe know 
that their good idess will be used, are motivate’ to think 
goustruotively, The genase of participation whieh they gain 
through thelr thinklas willl tend to Lnoreawe their interest 
in their work and aay oromete valuable contributions toward 
tne objectives of the orernnigation, 

during yeoent years industrial organizations have 

adooted « wide variety of auggestion systieam., hile a11 of 
these progranea Save not been equally seogesaful, some of 
them have produce? agazing resulta. A plioture of the finan- 
lel savings sede posstble through tae use of a asuggeation 
eyeten ig caontuined in the following report: 

Tae use of guggestion boxes saved four plants uruier 
the gune management $5,697,748 in four yeure. Vurlag 
L941, 133 sucgeations were reesived and three —_ Le 
Trucing Wise, 1,499 sugeestiona were received and Leo 
adapoge. OUFing 1Shd, +789 suggestions were Feseived 
ang 962 adopted, bur ing 1944 alone, 22,724,574 waa 
SuVed, During thase one, lip serviee wae paid to the 
mothod. os publioity, so worker regoenition, no written 
ecmmuniegtions with the workers were employed. During 
pieae two Goth publicity and petrietic appeal were used, 
veering phase threé, finaneial paymenta, recognition af 
Workers and aupsevi sere, ang prompt anewering of mail 
were practiced. 

Prom the above 1t Gan be agen that the manner ef 


bandliing gugesetions aas a diract effect upen the aumber of 





‘veurtoe Ue esoolt, "The fapendiag Vee of Fersonnel 
Methods," Tournal of Soulal raycholoagy, 27 February, 1948, 
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sugcestionsa received. The explanation for the fallure of 
many suggestion programe often liea in the aszligeat manner 
in whieh augvestions are handled Sy menngement. 

AS yet, ao wide-scale suggestion aysten bas been 
pleeed in operation ia a naval of allitery organization, 
However, it le ueglther esuential sor always desirable that 
aug@eations be handled tarouch a formal system. The offiger 
who is willing to listen to the gucgestions of Lis men, to 
expeal upon then if neveseary, and to use theme@and Let if 
be known where Shey game from, will go far toward providing 
bis organizution with a suggestion syesten that will be ¢em 
plately adequate. 

Sull sartieivation in thea eetivities of en organk- 
sation inaludes parti¢ipation in the thiakiny ag well es in 
Lhe work, The leader must provide hia men with lLuformtion 
and he must ba receptive te thelr ideas and sucgeatilons. 
fhe chamigis of comsunication nead to be kest aspen in both 
directions, if men are espetieod to work comdperaiively and 
well, it te important thst revognitiesn be given to their 


Sleht to think. 
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The 4@aire for security iw ¢leeely related to the 
bagle phystologioal aseds, the need tor food and shelter, 
both for the oreeent and for the future. Jeacurity in one's 
job or orotession generally provides asauranes of vontinued 


ingome, which in turn provides for the Lagic needa of the 
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worker and hin family. sven though the lees of hie job may 
not result in actus] hunger, it often swens that he is unedsle 
te obteim many things whieh he eonaldera to te essentials. 

Surveys aeons workera in Industry show that employees 
eften rank security of empleymaent at the tep of the Liat of 
fectors whiek they hald te be Llapertant in thels Jute? (soe 
nemie and personel eecurity are negrly slways impartent de~ 
terminunta in the choleeée of an oogupation or pleee of employ« 
CGT « | 

The Navy offers wrseter security of enployment than 
{a umumlly found in iné@uatery, The offieer or enlisted man in 
the Navy is freed fron the uncertelaties ef engloyment whiek 
are snugsd by the inetebility of business eonditione, «end he 
ie ascured of o career, which on 4 lone term basis, provides 
srenter economic security than he ordinarily fingea in any 
typo of civiilan enployment. Por example, tha typical ene 
listed san who serves twenty yeara in the Mavy can, at pres- 
@ht, trangfer to the Sieet seserve WLth 45 aesured insoms of 
$107.25 oer @onth. Sueh an ineome If purchased om en sunulty 
basis, would eost about thirty<tiwo thousguad dollars. 

Security, however, lo net entirely a matter of eco 


nomic conditions, The offieer whoa ageumes that there Le 


Sx¢win %, Ghigelli and Glarencs u. | wowte -gzscunes 
and Tmdustrial Pevoholory {New. Tork: He eawerilt K G@e, 
EiiGe, L9: » Ps & 2 ’ 
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nothing further he can do to add to the seourlity of his sen 
after h@ has explained to then the filnenclal advantages of 5 
naval eoreer is making a serious error. 

Medrecsor Gonsidere that the sutatanding che ractere 
{stis of the relationship» between the subordinate and hie 
superiors is his cepsendence upon them for the eatlefaction 
ef his neada, and expecially of the seed for security. He 
adags 

Perysholocioally the dependense of the enbordiaate 

wpor hha eupertorsa is a fact of extraordinary sianifi- 
cance, in gart because of Lts anotlonul similarity te 
the dependence oharaeteristic of enother earlier ree 
lntionghip: that between the ohila and his parents. 
Tie simllerity te sore then an anealesy. the adult eube 
ordilantets dependence upon hie superiors setuslly 
awakens cartealn emotiona and ettitudes whleh were part 
ef his childhood reletianshinr with his perente, «aml 
wileh apparently have long eines been guterown. The 
AgUIe ive usually unaware of the similertty beenuse moat 
of shis eomuplex of @ehiidnoed emeations hes been repressed. 
Although the ematione influence hia bhehavier, they are 
not ascegsible to conecloausnesa under ordinary olrounme 
SLANG» 

Phe laboremanacement ¢onfraste whieh have been nee- 
RGtLated Lit FSGSHL FORTS EEMOHSRVALS CHS GRTENE $9 BHAGK Gax 
playees seek to pratest thecselves ageinst real or imasined 
thiete to thelr seourlty. Che actions of immediate gupe- 
rlore are often regarded a8 the souree of these threatea. 
subordinates, gerkeps anknowlagcly reeegnising their depend= 


@ne@ upon superilora, will struggle ta psrevice tienselves 








Tosuglas MOCE POROT, "Gonditiona of 2ffeetive Leadere~ 
ahip in tse industriel » COrgani zation" theow ore wv, Nawoorh, 
gene L. Yartley and cthers,eds., Kaacinis Be aL .2y~ 
ehology, (New York: Hunry tolt end Company, Pr 
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with adequate measures of individual ecourlty, 

The underlying aepesta of the depanienss af the aube 
orfingte woon his superilora are eommen at 611 levelas The 
deaizve for aveurity whieh is found in the industrial eita~ 
ation ia sa lese prevalent in the Navy. The sabordinate in 
industsy is depondent upgen Kis superiors for hie Job, fer 
promotion, for pay, respouslbllity amd prestise, In edidi~ 
tion to thease things, the subordinate in the Navy ia depend= 
@nt wpon hie superiors for saush of his leleure tla oppare- 
gunities, for his ahere leave ang liberty, and for other 
yergonel antl so¢leal satisfuctiona whieh are Swroml the ¢on- 
trol of tas eupervisor ta industry. 

The first sajor requirament tor satisfeetion of the 
desire for aecurity in the sabordisate's relation with his : 
auyerior ia that of an eimoaphere of approval. Thig atacs- 
phere orleinntes in the underivine attitudes of the eaperior=~ 
in the manner in whieh he egendutte a1] of his relationahipa 
with his suberdinetes, The individual whe funetions in on 
axtmeachers of approval does not hold baexk iia efforts in the 
fear that be may eniatentionally arouse the diaplesoure of 
sis superior, = 

iG the Naty, 1% hes lous seem held that *Loyalts ower 


begets loyalty up. 7% true Loyalty daplies sconfidenea and a 












Cone United States Naval Inetitute, Newvad 
Sith Some Hints to Junio: officers and Ctber SL 
rhe UACteG Otetes Naval Inetitute, 1939), pe "lle 
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sense of security. Onsordinates will heave a feeling of se- 
curity enly when thay Meow thet they have the geauing ap- 
t be Goaplete approval 
of all that they Ge. Until sush time ea thie eondition pre 


oroval of their wurerlers. This a 





walla, the ouboordinstes will axist in on atemophere of une 
gorteinty and will regard the astions of thelr superlors with 
suspicion, an a thraant to thalr saguritr. a 
Amother requirenent for the seourltre of the enberdi}= 
nate laa thorouch knowl ad ae of what la axpected of him. 
#ith an undereatandines ef this, Ae is setter able ta function 
with sontldense and to obtain sathataetion of his om needs, 
The fountation of this knowledes is baged on an 
anderstanding of the oollales of the orcanieation of which 
he i¢ a pert. . These noliclan should be olesrly stated and 
should be aade xnown $0 all who area affected Sy them In 
addition to knowlne the besie volistes, the subordinate 


meeads to Know the sneetfie reles and rernletions whieh ars 


Pa 
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6) iS GWh CArti gular 9Oe,5ion in the srsanize= 
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APDLIse bl a 
Sion. In the absence of an understanding of these things, 
taervs will &o sontinuine uncertainty due to the possibility 
of unintentional alsatens 

The gesuritvy of the anubordinate requires thet he 
wave « definite knowledse of his place in the organization, : 
BLS hubles, reszonsltilitiesa, and the limitations on his awe 
therity, Tne laok of tails knowledge, espesially on the part 


of the lower leval supervisors, is resodonaible for auch ine 
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dedivion and contusion. 
dma of the wost Leporgent neega of an individual in | 
« suboctiinmte vosition is to mwow bow he le regarded In the 
eyes of Lia suparler. os woo degree thie sew! la provided | 
Sor by periodic mbings of enbertiinetes. Too often, these 
4 
matings gey Lend te a fslee vense of security, and some buate 
“E86 goncernsa heya vedoygnived this Ganger Gr requiring that 
every supeartigor ecuteot private dleauesions with eaek of 
hie subordinates fos the purpose of providing thes with « 
better underatenaing of hew the: are Uding, «a sniowledes of 
fhe pyorsonel pede eities of the gubemtiinatets lamwediate 
#uperioe alge helps toward improving 416 sease of seourltr. 
th Noble “vy, one of the mous Gommen Doatucles in the 
wey of n o#@nse of cuniinulnas saguri¢y ia the Ive@quant leek 
af advances snowletize of ghanees whleh affwet the Individual. 
Heceagary chin movements und uncxpseted trenefer onlers serve 


to disgupt tie tile of Neve sen ih @ eeanner $403 is sot in 


t. Renae arte thie. -aten «i Suan SB Bie Bn ie 2d se: aw 2 = OP son nog we pie 2 ae oe y= * « 
mea rR 2. i wath GEHL 12k GPa yy * nels WLS US Cathe wg ke 


La & oonmOs phonomenon amomg agn in ell wales of life, This 
resiateace cennot be completely overcome, Gut Lt oan 
greatly reduesa if suduquite advange Lavormation la ¢glven on 
$he whonget thet are goine te take plage. The Magy paolley 
With regerd to retution of duty between sen and shore aslpe 
voowide vowe uivanes tnformation of chances baat my be ate 
pected. Officers who heve the responaibility for the trene-~ 
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fer oF vergonnel whould ie eonstantiy awais of the dasira- 
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vility of adheting te the gatubllahed pulioleus and evolding 
Sudha Uniwwawd To. dliaages lusetarc oe is possiules 

iu tha relitlouhlo of the subordlaste with hle supe- 
rior, «2 Lele? amjor reyulranuunt for secarliy io tliat of som 
sistent. €l@aipiine, hen the xuown aules are dlardygariecd on 
“wae UWMBSLOM ani obriatiy ebe@erved on another, a Pealiug of 
Vnoerbainty saé Loscuurlty is engondared. «4 sindlar wadesire 
able gancitiion resulta wien the ober “ {giles to soeeive 
wie wiguedifiad support uf Als @uperior for estions that are 
im Lise with the osjwetives «ef the oPyeninatiens Seeurtiy 
is 48vGleped tarauch apatidonse in holwiag whaih We expeot a 


from aways, On the momt fer otmelatemt diasiplinge, Zegregor 


Statest 
¢ e tow HBO ideto Buet Boow tant fallare Se 
live. uy bo his respongibilities, or to observe the rules 
whiel are egtovilehed will goeuit ia punielment. Avery 


individual hag many wante whieh oonfliot with the de-~ 
mumiae of ie fob, If be xhowa tit Uressing the Pulas 
Lo eatiefy these wants will aleoet inevitably reault La 
View £PMStPatian uf eae ¥ibGl Toneerange ikon, eb? 
Gieein Lins will oe leas diffleult, if, on the other 
rihad y Mises. wile 6 is Lotoneiwionh am encat Wan, ie — 
bere Uda eeeA a cay Mey Aas ect Fed Baligiacticn Sy obering 
Moles. The inogerrity born OF uuoeriveaintiy avd ef guilt, 
waleh is “Anevitably tt consequence oF lax diselpline, is 
Vinl@nsernt aml peimtvl four the sy losdinoa ba. 
Whe t fraquently twupens ig this. The superior, in 
Mi ey ta le a "good fellaw,* feiis ta Geintein éledie 
pling ‘and to ottein the standards ~a POFPTOLMARGE wish 
one heaeearye 8LS suboNiog teagan UO ge wires. ¥ Linke 
LG satiaty their neede<+" take advanivage of the @ituation.* 
The superier then begina te dL Gupprovs or bie auvordi- 
nates (in wpite of the faet that he ia to blame for their 
pehavior). Serhaps he "Grucks down” om thea, porkaps he 
@inplys g#rowa sore ¢nd mere oritioal ead disapproving. 
fn elther svent, because ~- seal =e ta eetas Lisk cone 
eletent diselplins ip 6 MIB eorud euuzoveds 
flier Wee thranteneds Mest —t te > £Xie insecu- 
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riig on tha port of the euordinaties ty ea@ily ho gue 
tavonism, and therefore to further eetions of which the 
guvarios diaapproves, Thue « vlelous efrele of @hanpe 
praval —>antagonletia acts —> nord dlsepyrovel —> more 
anbecenietis oc¢te io oe% wp. Im the end 46 Seeomes az 
trewaly difficult to remedy « sitwation of this wind bee 
cnuse Sot. guiparter ant eubootlinate heave @ 6).ip—orntage 
shoulder attitude waieh wet be aboliehed before the re- 
lationship oan Lutcwyves: 


The 4 





The poeition that an individual oeeuples in an orgaa~— 
ization Is of sonelderable Importance © him and be le pare 
tleularly eoneernéed thet Ae mot be plaged in a poaltion ine 
feriaxy to that whieh he setwally oceuples. In industry, es 
sharp distinetion ia efhes made between offloe workers and 
shop workers, «an office worker who ls trenaferred to a shop 
position may be ereatiy dlaturbed ever Als loos of etatus 
evan thoucsh Als pay remaing uneaanged, 

jtatus ouy be conferred or athaine? in various ways 
euch aa by senlority er by meanea of symbols. In the Navy, 
atutua isn often indleated by the ¢leaning atation to which 
the man ia aesianed or By the siee er lesation af the locker 
{n whieh he keegowe his pogsessions. 

im One Lars organization dexzke were an isportan’ 

Si eS a a ae a ‘ ee worrera workcd ut taser, 
the neat level he : operas Sau with one oe 
of dimwera, the wo BN ope fin dvupiy pedestal dasha 
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& Simple and praetloal way to obtain motivation 
through the exployeent of atatus 16 tO assign @ titie to 
“as cuny positions as ia possible, One titie whieh is fae 
allier throughout the Navy ie that ef "G41 King." The man 
who looks after the dietribution of fuel in the varlous 
tanks in « ship aay be «a Chiat fetty orfloer, or, on emall 
Ships, be sey be a Firemen. Sut he 16 probveably motivated 
toward a better intersat in his work by reason of tie title 
that goes with hig duties, 

Status in an oroanieation helps provide satisfeetion 
for the desire for aeeurlty 68 well se the desire for resoge 
nition, and enythine thet eadangers one's status is regarded 
48 6 threst to his segurity. The alert leader will not over-~ 
look the laportance of status ian bie dealings with Als subd» 


omiinatea. 





The d@saire for advancement originatea out of one's 
level of neplratien, waien ia defined by mailer in the folie 
lowiue atatement: "Nhat constitutea suecerss and failure ie 
a relative matter, and the payeholegi¢eal process that deter= 
wines whebhber a ourticular aetion gives the satiafaction of 
BUlSeSe Or the frustration of fallure ise one's Level of sapie 
ration. "t4 


It has teen observed that a person's Level of agpi- 








1 Noraan Ke To Muler, (sychology in Induytry (New 
York: fiouehton Mifflin Company, 19460), ps 
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yaution will vary from time to time in accordance with the 
Buccess or failure that is experieacead in attaining Hie 
goals. Fram thie 1% way be Inferreé that guecoss and fall~ 
ure are forms of reward ead punishment whieh satisfy or deny 
the neoia of the ogo. 

The ambitious man hee a lot of self-motivation, and 
eves where the level of ampiration reeaine falrly close to 
actual performanes, there ie a general tendeney for 1t to 
remain above rather than below satual performance. The than« 
eels of advancement should be kept open te ac many men as 
poselble, Fronction polieles that are carefully formulated 
and fairly administered ean do sudh to maintain en optiaum 
of motivation through degire for advancement. yi 

i$ le generally found thet youncear men want opportune 
ities while older mean tend to prefer seaurity. khan davy re» 
orulte were sekeé to name the scoasons that would sake thea 
wont t@ reeenliast, “Satiafactery rremotion" was the factor 
moat LTrecuantly nantioned b# Yet, durine the personnel ex~ 
pangion that ascowpanied serld war II it wea not unmesuel to 
find Chief Petty O¢fleers with fifteen or twenty years aerv- 
jee who had declined to be eonsidered for advancerent te 
penabesioned Yanke These mon usunlily etated that tay relt 
that the edditional responsibilities would bea more than they 


eould handle. 
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Vo t® this peint we have been dealing with the yosel- 
tive aspects of motivetion, the estlaraction of huaen needa 
and how Tavorable attitudes and interests gan ds developed 
through the gatiefaetion of these needs. The naval of fileer 
Gheuld algo be aware of some of the effecta of negutive motie 
Vatlon, the behuvior tiat results freon the denial of satiae~ 
Psetion, or, fruatyvation. Zz 

Hen wao are dleturbea by frustrating situations sro 
vida many oF Gur Glacipilinary tanea--tie melingerdrs, the 
overly anxious and the dissentented. Some of these men have 
develoread interests that are in confilot with their «ork in 
the Navy; others say have never suvcesded in asking the ad~< 
jugtment from civilian life, while ot111 others are 4leturbed 
by Some caal or imecined Injuatios in the treatment they have 
received, Lasiness is nearly always syaptematic of a lack of 
motivet lan. 

wary GOnth, thousands of youne men enter the dary 
au recrulte., <A% the oresent time, every recruit nes volun= 
terily enlieteéd. Fresumably, they have given sonsiderable 
thought te this stag, and svst of them have head an oppere 
tunity to talk with someens whe hes served in the Ravy-gther 
than the recruiters. WNeverthéleas, some of thee¢ sen will 
find 1h Giffieult to adjust themselves to the eattern of bee 
havior whieh the Maevy requires of them. The Geprivation of 


many of their feorser oppertunities fer impulse gratification 
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may reactivate early obildnood attitudes of resentment. 
faese imiividuais who, when tiey are ewafronted with 
ai¢gfieulties with which they aannot effectively cope, sive 
up asd revert to the Inadequate resetionsa of sa earller 
oulldneod geriod, are aaid to be eapleying regressive bee 
havior. This amy teke the form of weeping, stamping the 
feet, oursing, oY other aetiens whieh are typleal of ime» 
sta TaNL OY « 

A more frequently encountered reaction to frustra- 
tion is aseresalve hehavier, whieh in the broad meaniag of 
the term, includes suek actions s6 striking, threatening, 
and fighting ea well ae such lass cdservable responses ae 
hatred, irritation, and resentment. The aggressive behavior 
way be directed toward the person or objeat whieh is per 
¢celveé to be the cause of the frustration; it eay be die 
rected at an innocent person or object--a geapegoats it 
may be Glrected at one's self. Te ultimate in secresaive 
netion toward one's self isa, of course, sauieide. 

In the heyy, a2 well es in many other gituationa, 
the frustration agest often caaneat be dlrectly attacked and 
perbaya, mot even identified. In sueh inatances the egerose 
give ection may then be directed against a shipmate, poa- 
Sibly a denvenient subordinate, 

When 1t ie definitely known that punishment will 
follow a direct aggressive aetion, thie aetion may ba ine 


Ribited and replaced by an indireat act of agaression. thus, 
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@ man who hug been denied a very much wanted leave may be 
frustrated to the extant that he wuate tu alteach kis supe~ 
vlor. lub, bedauad he kacwe that severe puniahaent is care 
tain 40 vosgult frou wueh action, he @ay instead proesed to 
violate oeverii miner regulations or intentionally perform 
bie duties tn a neglicent manser, 

4agzcaselye behavior 15 not always to be esndeanal. 
Share are times when it 18 highly dealrable as, for exanple, 
{un a sombat elteustion where the eneny La the frustrating 
Rea 

Another ocmaon adjuateent to frustration la teraed 
rationsiigasion. Phia ia the agerlbing of plausible but 
falas motives to one's bahavior, Tt la «a form of ogo pre 
tation whioh ig indulged in tr all poeragonea st timea. The 
dancer in rationalisation is that £¢ tania to beoome a hablts 
The gan whe falle to win @ promotion mar be froatrated put 
iG may atteupt to rationalise the altuation te hiagel? aad 
to othera by inalating that promotions are anda on the basis 
ef favoeritiogn rather than by merit. Ag a pesgult of sugh 
Peationalization he may be lasa Paverably notivated So try 
fOr & proenohiagn in the future. 

Compensation es « matned of adjustment to frustestian 
LQ Often sharadterisead by an intense atrugcgls to overcome 
nome deflolensy., Sy aansgientious exerelse ané visorous 
Living, a gsioskly child may overceme hia early atert and ve- 


eome plhysigally strong. This ia direst compensation of the 
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type which has been attributed to Theodore hoosevelt. Com= 
pensation may also appear in the form of some sontrasting 
quality, seeh as exoessiva boasting in the sbeense of real 
atility. 

two other fora of adjustuent to frustration are re- 
pression and projeation, These are probably leas eammon ia 
the Savy than seme of the cther adjustments Sut they may be 
extremely diffileult to deal with if porni bead to Gaiet over 
& long period of time. Kupression is the sconsclous effort 
to deny the ealatence of o frustrated negli, A GAN may reach 
the state where ke hea succeeded in apparently forgetting 
that the need exlats, yet he may oxperlente a continucus dis- 
turbance caugead by an unéonedions desire for satisfaction of 
the need. 

rrofestion La the mechanism of adjustaent whereby the 
individual projects his own euppreased wishes into others. 
& reformed drunkard who has become «a vrohibitionist may ace 
bis euppressed desire for salochol in people who area agtually 
quite temperate. 

an offilear cannot always prevent or avoid altuations 
wiich wlll osause frustration in bis men. ie ean, however, 
through tolerance and understanding, help amke the fruatreté 
ing alteation legs painful. Sy reoogniszing the condltions 
whieh brine about frustration and by providing substitute 
aeala where poasible, he gan often assist his wen in making 
#atisfacters adiustments and thus enable them to avoid aeri- 
ous diffileultios, 
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The tebavior of individuala is determined to a lares 
extent by the necessity for setlafying eertain neede or 
Grives. i411 people Rave la common a number of basle physie 
eal] needs which rewult in cbservable behavier for their sate 
lsfeetion. In addition, there are alse many acgulred social 
needs whith serve to cempel or sacdify huan belevier. Any 
person wha can manivulate the wotivee of others thereby ine 
fluences their behavior. Thus, a naval offli¢eer who Gan pre- 
gent his requirewnente in cnueh « manner es to make the socom- 
plishment of the requilvec tegxs colinelée with the satisface 
tion of his aen’se needs, is exoreleing laaterahip throvan [ 
| @eotivation. without motivation the willing and co-operutive 
efforts of individuals oannct te obtained. 

The two major neede or drives wileh influence the dve- 
bhevior of wen in the Neary are the dealre for recognition xna 
the desire for security. <Satlafection of the desire for rece 
Genition le provided by the use of praise, ty taking an ine 
terest in wen a9 individuals, and ty regcogniaing their right 
to particloats in the task of thinking. 

The dealre fer sacurity includes ecanomla security 
for the satiefaction of the puysiesal needs, wecurity of sta-= 
tug, and seaurity in one's reletions with nis sesottates, 
ané@ ¢speclally wlth his superiors. The sesurity of a aub= 
ordinate in ile reletions with his superiors requires that 


he @Xist in an atmognhere of approval, that he have a defi~ 
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nite knowladea of what ie expected of him, and of what he 

Bey @npee0t from his superiors, Jeeourlty as a motivatlag 
factor is of grester imnortance to older men than to younger 
ATL » - 

The Gealre for status and the Geulre for advancenent 
are othar fnetors which lafluenee the behavier of morn in the 
Savye Ie de generally found that young men are much inter- 
eated in ogperteaities for sévancement. GY 

Little ie seeomplilahed in the absence of motivation. 
and, when sen have strong ceslres whieh are in eonfliat with 
their Navy duties, an officer may experience aiffieulty ina 
ettiainines the co-operative efforts whieh hte leadership is 
@kpected to produce, 

The naval officer, in erder to esersise aentvol ower 
the behavior of otaners, neeés to have an intelligent under 
gatunding of the relationship between motivation and behavior. 
Ke needa aled to heve « Knowledge of the effecta ef fruatra~ 
tion on behevior~-of tha disturbanoes which are caused ty a 


latk of satisfaction of an individwalte needs or desires. 
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CHAPTER V 
PRACTICAL APPLICATIONS 


im the two previows chapters we leve been consider- 
ing some of thea pyineiples of leadership end motivation 
wiieh ase oF importance to the jJuniow offleer in the Navy. 
Neat, some oractical epplicationsa of thene prineiples will 
be suseeated, Yoat of these techniques are in common wee by 
gsuceeasful officera, but a few of them have been developed 
e@ 6 result of studies cf human relations in other flelds 
and bave noe ae yet been widely ugeG in the faevys Firet to 
be considsred will ba those things whieh the leader can do 
for himawlt, and seeoni, trheae things whieh he ven do for 


others to dapreve hia Leadership. 





The personality of the leader plavs an imoortant 
part in the sanner in which he eczerelees ble Leadership, 
but, in the casa of the average officer, it ta not advisable 
to ettempt te develop eny cartleuler type of perdgonallty. 
The personality whien lea natereal to the in@ividuel le gener- 
aliy teat for his leadership. The leader who pretends to ba 
whet he le not exposes himself to the denger of ridicule, 
whieh gan be Tatal to his suece@ss. 
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Heoatse there is no yaerfeet mole fer leadership, 
tisre ia ad polnt in trying to ghape one's personality te 
Baten thet of any sucoeseful lescer, regatdlesa of the admi- 
xation that one may bave for him. [Tt is, of gourse, often 
profitable to study the setnods cof suecuasful men, but the 
Situations in which these methods were suployec oust be 
Glearly understood, Ag au essential sleaent of ex¢h eltu- 
ation, Gne should sougider the personality of the leader. 

4 wmetned which pracused good resulta fer one isdividual 
could ooncaulysably produce failure when eoplied by « leader 
with a differant tyre of persenslity. 

Tno firat sugsestian, then, Tor the sepiring leader 
{se that he analyze sis own personality fer the purpose of 
aeutercining which Sorns of behaviscr ere teat for his leader 
SR1D» 

The preciical esereles of leadership Ls concarned 
largely with tha function of sroblen a@olving, svary oltu- } 
ation la in some cespaete whique und recelres ita own so < 
lution in the light of the fueta. The selentifle method of 
problem-solving la test described oy listing the flva steppe 
involved in tha cresess; these are: 


1. The statement cf the problem. Froa thie we should 
obtein a class conseption of the esal to be sttained. 


ae The gethoring together of all the pertinent facets Ia 
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the cese. In lenderakhip problems, tite lacludea all 
eovalledsle data about the environment Gf the men, the 
situation, and about the leader himaslf, Gare needs 
Lo be taken to differentiate clearly between feetsa 
and apiutone 


3. the analyaio ef the problem la the lient vf all the 
feete,. This atep Galle inte operation the knowledge 
of the londer, hie Judgment and Kis reneeniag power. 
This provides him with a oomplete ploture of the en= 
tire situation, 





&K. The formulation of a tentative eonelvuatou-=—a glan of 
agtion ang 4 mathod of carrying 1t out. This gener 
ally inavolvac ths conwuideretion of, aad the ehoice 
between, two or sore alternste plans. 

5e The examinetion of the tentatively selected course 
of astian er egndlusion t0 Geternine wheather or ne, 
it is conslatent with the feote, the exgerienee of 
taG Leader, umd with the @xpertenges of Otnere. 

A secon’) sugzeation for the salfe-laprorsqwent of the 
aspiring leader ta that be eonglter every «at of leadarabip 
us a proble@a ain itealf and learn to use the proties=aolving 
aethod (natinetivalr. 

The habitus] behavior of the leader will bave a tre 
mengous effect on bis suecess in influencing the Gehavicr ef 
hie Yollowersg. Us should always be aware cf the faet tiat 
bie own setions 4% the stendaris for those of hia #roup. 

If be hopes to weintalin proper Glecipline amone alse eubordie 
gates be must eonfors te the rules of the organization him- 
self. The loyalty and enthusiasm of the Lndividwel senbers 
or the group are but a reflection of that of their leader 
and theirs @an nover be expected to exeeed bls. 

There ara, of gourse, seany heblts whieh are 60 ghe 


viously bad for leaderani: that they seareely require con-= 
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sideration here. Neatuese in personal appesrance, an well 
as in eli other re@pects, is of gartleular importanes in the 
Navy « wll officers ara expected to be cireumsneot tn their 
nannar of spearine, to shun the uae of unenlled for pxrefan= 
ity and sarcaam, aud to employ a dale end eonfiients tone of 
volee, 

Every person who las daveluped te anturlty in the 
norasl eavilrownant of the american famlir, sehovole, ana 
other soolek Lnetliutiona, has « reoseunghle kaowledge of 
whieh person: nablis are tonsifgered ae betas *head,.* In 
general, be muy «sauna that these bedite whieh are Troewned 
wupen by our gubture wilh detraet from ano's Landeranip abli- 
L by 

. Hird suesestion for the self-inarovement of tha 
lender ie thet he muse perledie self-appralgals fer the pure 
pone of detecting asl serreeting tasge senkeriows whieh tend 


to weaken Alm in the eyea of Lies agseuiates. 





very 2ot of leaderstiip should makes the follower 
feel that a8 Liens as he 46 doing Ale bast ta Pollow, 
he will be seeure and his efforts will reselive recep 
nitien. There are a ureat number of teahniques that 
the leader may use to eneourage these feelings. 


wne of the first opvertunities that an officer has 
to @aunloy the ahove principle seours when he relieves his 


predecessor in the prasenes of his newly sequired subordi-~- 
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nates. <All of us wave experienced the feeling ef uncertainty 
whieh is involved in au @Ghange Ln admialstratian=-<of the apec- 
ulation that accompanies the arpival of a “new boas.” Beval 
eustom in thia situation usually prevides an offieer with an 
opportunity to meot his new subordinates under favorable son= 
Sitions and tu eniiet thelr go-operation by relieving thelr 
feelings Gf apprehension. 

AM @xbrene exauple of how not te appronch o new poe 
sition of autherity is Lilustrated by the Lnventiona of an 
offLeer Kho WAS Gnroute te take oownend of ea saell outlylag 
pout. This prospective commanding officer stated to the 
writer tast althorgh he head ac knowledge of the eenditiens 
which existed on the poat, he tad already decided that im- 
mediately upon asauning goumend, be weuld direct that all 
ereen fences be repainted red, end that «11 red fences be 
chanced to green. TAlLs, he aaid, would ineure teat 211 Agnds 
Anew that “the new bose had taken overs” 

‘A lesdar who is conaclous of the neede of Lisa new 
guvordinates @an obtuin bLheir co-operation by saguriugs thes 
that there will be no radical change in ooliey and that saaaabell 
ever shanses ave made will be the reault of eareful Geliber= | 
ation and consultation with thoege saneerned. feagurdless of 
whether he ls tadsing over a gaed or 4 poor oraganiaation, he 
should educate the personel as to the need for e¢hangea be- 
fore they ave made. [4 no ease showld be express or encoure 


ages Oyiticlas of the previous administration. 
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The morale of the organization is boosted when the 
new leader inverms toe perecnnel tint ke fawn been advil awd 
that all are doling a good fob and that they will be retained 
in their present positiona., When he haa had time to analyze 
the situation, he can gradually replace thoge whom he oon= 
niders to be Lacompetent. 


It ls particularly dangerous for & new leader to ate, 


tempt to gover ap his ignoranse by bluffing, khea an offieer | 
fa sew in on organisation he should frequently eall on his 
subordinates for edvigces on matters elith which he ia not thore 
oughly familler, Sy weleomtne their suggestions and recom 
mondstiong, he uot only improves his own knowledge of the 
vituetion, but aleo lmaprovea the motivation ¢f the greup by 
giving thee a senee of partiolpation,. 

f junier offleer should lege no tine in learning aa 
mach about his man a6 he Gane AN O@xGellent procedure for 
doing this {2 to arrange to have an inform] interview with 
each man. When thie has been accomplished he may find 14 
advisable to eatabliah a eyaten whereby Ae interviews every 
man who foiling or leaves the organization. 

& friendly interview can help satlafy tie mente dee 
ire for seourity aad recognition and et the aame time oro 
vids the leader with much useful information. Although 
friendly ang informal, thea interview should be gcarafully 
plenned and intelliguntly controlled, 


fre Latverviewing offileer must tnsure that suitable 


ee ee ee ee 
, ee ee ee ee eee 
abet ot Like nd) ded bee et ee oe ee Pee eee 
Corde 06 wed? kat bad 06 ee cmd dey fee mie tl 
ee Sele Gee @eniare yi temas Cay ee otelAa ie Oe 
-~ le ee ee to 
el Ee ee ene Ye ee 
ee ee ee 7 eee! tle ee ree ww pee 
007 ee Line Weer) cee bs neki ee ee AL eet 
: Sthe Omerter ay PRAYRS Gry A eee 
Ae ee ee ee) 
) are eld ewtwoe View 8! pt ere 
Be thew tte le waren mle pe pw trees 
a ORD re Amhrves © eee oe me! lity 
De ee ee ee 
PO inns reesiames 6) gee et ee re me ee 
Ae ieee) Conc! wr ere! ences © 8) nue ie 
ee ee ee 
ewe Oe Payee!) we Yervem a@ee 6 theta Ww aneeedene 
- ee at eee t ow amie) ee que 
SD 0 Rm alee ome Cie pmee ) S 
a eet ot) 40 fee ealthee ee pete 1 eee 
eee eee! bee Gee the ee the 
Te ee Lhe et) De eT 
— belies (deel limestone 
CL Ake GUN Ale Ged Te olan Vt! a 












































6S 


arrangements are aude for the time and place of the inter~ 
view, anc for his cwa euldanes he should outline the lteme 
of inforsntion he neede to obteins Until guek time as he 
hae begome adept at interviawing, he should keep bia cheek 
Liat ineaoussicuaualy at hamile 

Tee time eeleeted for the interviews should be sugh 
ag will cot interfere with the men's personal netivities. 
About twenty to thirty minutes should be allowed for oaon 
initial interview, ‘¥heas « large nusiber of cen suet be aeon 
in @ brief period of tlaw, « shorter interview is probably 
batter than nose at all, Towever, the officer whe thinks he 
gan Ling out all he needa to koow abcut @ san in five or ten 
minutes te ueually deceiving himeelf. 

Careful cangiderstion seedea be given to the selection 
Sf the place for the LAterviewse — 4m offlee or deak apace 
where freedom from interference is assured should be ande 
avelladvie, a8 & general wule, jualer officers should not 
underteaxe to Laterview men ian the offleer's mesa room or 
Mimk roog ent neither should the ¢rew's living spaces be 
used four thixz vurypose ehen other arrancemenats can ba ande, 

The interviewer must keep in ailing that aa should do 
eonsigerabiy lease than fifty per cent of the talting, Thre 
objiastive is ta gat, rather thas to give information, In 
many lastences, « Sale saount of skill will be required te 
get the interviewees to talk freely. 4A ganermlly succoasrul 


wey to start « mam talxing aout himself isa to inguire about 
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hia previous oxpuriensce. This is uo subject on which each 
individual gan talk with tha eonflcenge and autherity of an 
expert, and it will often bring out Iinformtion that le usee 
ful in determiniag if be has boen properly pleced in the ore 
ganiseation, what type of treiniag he requires, and what he 
aspires tO dO. 

When a smn is found te be having diffileulties or ise 
{en nee@ ef counseling, o tentative course of action should 
be set up and deflaite arrangenente made fur a subsequent 
interview with him, In the Laterview, as in all aete of 
Jeadership, the officer needa to be careful not to mexe prem 
{ses which he knows he cannot fulfill. 

The interest, enthustagm, and @o~operation of men in 
poegitions of siner regponalbllity can be strenethened through 
the use of rcroug discuselons or sonfereneen. Many effieers 
4re Known to consider conferences as a waste of time and 
quite often they are eorrect. Desultery conferences in any 
orgenigation usually regalt from a leek of planning and/or 
a leck of leadership. . conference which la leaderiless Le 
often polnticss, 

VAS group dis@ugsion sethod ia particularly useful 
fer training patty offileoere in the development of leaderahip 
avelitiew. in sddition, 1t Ineresses the sense of partioile 
pation of those pregent and thue serves tao provide aotivation 
for leprovead performense, Individual thinking le etimuleted, 


now idena and auggestiona are @necuraged, and mutual andere 
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standing and agreement are enheanded,. 

A detailed deacription of how to eonduct a donferance 
will nat be attempted here, But, lt ie reesmmenied that 
every officwr will Go well to aiater the teotaique ef sonfer= 
enee laadarship gerly in bla earcer. The fulew are few and 
aimwole, and the prineiplea are aimiler to theae for other 
aes of laaderuhip. 

The range of subfeacta whieh milaht ba dilesusaged in 
conferenses lod by juntor offleersa is aufficlently wide te 
permit s ereat number of internating and useful disevugsions. 
Such questiong aa “Hew de you dletingulah between @«@ good pete 
ty offieer and a noor one?*, of “Wheat oan we do te reduee the 
waete of suopliee in thia division!" might prefitebly be dilse 
cussed. No attemot should ba cede to reach decisions in mit= 
bere on which the group is without suthority to aate 

The number of partiegivants in ea sonferendsa should be 
eaasli. Uis to eleht petty officers in addition to the leader 
ig about rleht. In general, the leader ahould state the probe 
lem briefly and ¢hLearly, then keep the diseussion moving by 
the uae Gf ([olloweup guesationg. at the and of the conference 
me @1001G syummerize what segms GO have been arreei upon by 
the sajority of the eroup. 

(ne writer on the subjeot lista the duties and qualie 

ieatians of a f0G8 ciscuasion leader as follows: 

i. In opening, he will emphasize that Oyeryone ia 

to take part. 


ee iG maat know techniques of proeadura to be fel- 
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3. De sheuld be able to erente latereast? in tee sab- 
feet of the diacusalon. 

%&,. 8 shoele ase¢ the iaforeal disausaion steospnere 
by having ell members, including himeslf, remain seated 
when talking 

S. he should have a deep and abiding Palth in people-~- 
a gonvistion thas the oollestiva uladom and sond —— 
of thé nembers are almost elways batter than the wilade 
ani judgwent of any single person in the OUD» 

& Ke should start end eloae on time. 





farticuisr attention should be given to Pumber 5 on 
the above lint. ‘The sonference leader miy gontribute to the 
&iscusegion but he should mot make the aletake of looking upon 
the partileipants ag aon audlense and proewed toe deliver a late 


Huree 


Cond lug toy 
“gb Were sew development in naval warfare or LA the 

waterial whieh 4. employa imposes an sdditional burien apon 
tag juntor offleer, saech Year the weaoona and @¢guiseans 
with woloh ha worke becom sore somplag, wore caatly, aad 
mare danserous. The wolentifle knowledse that he eould oret- 
itebly ua¢ fa afien nore than he Gan yemelbly acquires, If 
{a alaoat inevitable that be will ba citen some tasks far 
whieh his teghulesal kaowledee and experlente are inadenuste. 
Ta these altaustiond be will be Jagentdent upen tha Knowledge 
avd abilities of others<-~and uyon hia own leadership. 

AS HLS wank and reasponsi>ilitiea Lneresge, he will 
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Sado Gore and core dapsndant ugon the performance of bis [ 
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434 De Maeconnell, "Talking Things Over,” UU, Ue Zavy 
Traimiog “ulletin, June, 1946, ps 17. 
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subordinates for tha sueceserul discharge of hie duties. 
Kegardless of the positicon tunt oe auteina or ine progress 

that ia wade in the cevelopment of better eguipment, he will 

fing that ia his prefeuslon, there is avo ligit to the appil« 

estion of the princlnles of leadership end wetivabion., By 
maatering theae principlee and the techniques for their ap= 
plication whan ha is a Junior officer, he ackesa his immedi= 

ate tasks less difficult ond aleao yreparen himself far ade 
Yancement to seaeltiens of greater regpensibillty where ke 

will be required to organige, plan, co-ordinate, und ecmmand 


the wativities of large organizations, 
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